AIX »+ QUY TRINH VAN HANH CHUAN (SOP)

B6 cong cu kiém soat loi nhuan dw an cho Tong thau

xay dwng

Tai liéu thwe chién ERP « Al-X — ai-x.vn » Cap nhat 2026-08-17 12:54:50

Phién bén PDF mién phi — lién hé Al-X dé nhan bo biéu méu dién sén & tw van 16 trinh.

Hwéng dan Bo cong cu kiém soat loi nhuan dw an (Téng thau xay dwng)

Bo6 cong cu di kem SOP-PNL-TT-02, theo ddi ngén sach va lgi nhuan tirng cdng trinh theo thoi gian thwc, bao

gdm chi phi nha thau phu.

1. Danh muc biéu mau

1 Template Cap nhat hang tudn cho méi cong
Budget—-Actual-Committed—-ET trinh
C=EAC
2 Bang phan tich chénh Iéch chi phi Khi Budget va EAC léch nhau dang
ké
3 Phiéu giai trinh vuot ngan sach Khi EAC vwot Budget qua nguwdng
do
4 Checklist hop ra soat 13i/l6 dw &n Trong moi budi ra soat dinh ky
5 Dashboard bién lgi nhuan duw bao Theo doi lién tuc
6 Mau Portfolio P&L theo cong trinh Bao cao CEO/BOD hang thang

2. Muc dich cua tirng biéu mau

Template B-A-C-ETC-EAC téng hop 5 con sb cbt 16i; Bang phan tich chénh l&ch méb xé theo hang muc (vat
tw/nhan cdng/nha thau phu/may méc); Phiéu giai trinh budc Chi huy trwdng néu nguyén nhan khi vuot nguédng;
Checklist @m bao hop ra soat khong bé sét cong trinh; Dashboard cho CEQ/BOD cai nhin téng quan portfolio;
Portfolio P&L Ia can ct phan bd nguén lwc va déu thau.

3. Ngwei 1ap, ngwoi kiém tra va nguwei phé duyét

ai-x.vn — Tai liéu SOP mién phi « Trang 1


https://ai-x.vn

Al-X « Tw van trién khai ERP & Al — B cdng cu kiém soat loi nhuan dw an cho Téng thau xay dung

Template B-A-C-ETC-EAC

Chi huy trwéng + QS

Data Owner téng thé

Data Owner téng thé

Bang phan tich chénh léch
chi phi

Chi huy trwéng

Data Owner téng thé

Data Owner téng thé

Phiéu giai trinh vwot ngan
sach

Chi huy trwéng

Data Owner téng thé

Chi  huy  trwédng
CEO-BOD

/

Checklist hop ra soat

Data Owner téng thé

Data Owner téng thé

Dashboard bién lgi nhuan
dw bao

IT/Admin hé théng

Data Owner téng thé

Data Owner téng thé

Mau Portfolio P&L

Data Owner téng thé

Ké toan

CEO/BOD

4. Hwéng dan dién tirng trwdng
Sé tién dung VND, khong viét t&t. Committed Cost ghi nhan ngay khi hop déng thau phu ky, khéng chd hoa don.
ETC dwa trén khéi lwong con lai thye té. Trwdng "Nguyén nhan chénh léch” bat budc, khong ghi chung chung.

5. Vi du cé dir liéu minh hoa

Vi du mang tinh minh hoa, khéng phai sb liéu that.

Ma codng trinh | Budget | Actual | Committed | ETC | EAC | Bién LN dy bao
NX-2026-011 | 25.000.000.000 | 11.000.000.000 | 8.000.000.000 | 10.000.000.000 | 29.000.000.000 | -3,6%

6. Quy tac validation

EAC ludn bang Actual Cost + ETC. Bién lgi nhuan dw bao dwéi 0% kich hoat canh bao ngay. Mét cong trinh
khong cé hai Template hiéu lwc cung luc.

7. Cong thirc KPI

EAC = Actual Cost + ETC. Bién lgi nhuan dy bao = (Doanh thu — EAC) + Doanh thu x 100%. D0 I1éch ngan sach =
(EAC - Budget) + Budget x 100%.

8. Ban mé ta dashboard

Xem chi tiét day du tai Dashboard bién lgi nhuan dw bao .

9. Hwéng dan sir dung trong Excel va khi chuyén Ién ERP

Excel: mot sheet Master téng hop portfolio tham chiéu cdng thirc tr cac sheet cong trinh riéng 18, khoa cong thirc
EAC/bién loi nhuan. ERP: Actual Cost ty déng tr héa don ké toan, Committed Cost tw dong tir hop ddng thau
phu; ETC van can Chi huy trwdng wéc tinh tha cong.

10. Tiéu chi xac dinh biéu mau da hoan thanh

Co it nhat 4 tuan lién tiép Template dwgc cap nhat ding han cho moi cong trinh dang thi cong; moi cdnh bao vuwot
ngudng déu co giai trinh; Portfolio P&L phan anh dung sé cong trinh thuc té.
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Checklist hop ra soat 13i/lé dw an (Tong thau xay dwng)

Dung trong budi hop ra soat dinh ky (hang tuan cap cong trinh, hang thang cap portfolio), do Data Owner téng thé
cha tri.

Nguwdi 1ap: Data Owner téng thé - Ngwdi kiém tra: Chi huy trwdng (tlrng cong trinh) - Nguwoi phé duyét: Data
Owner tong thé

Trong budi hop — vé&i mdi céng trinh dang thi cong

Cong trinh | Bién LN dy bao hién tai | Thay ddi so v&i ky trwdc | C6 canh bao? | Nguyén nhan | Hanh dong |
Nguw&i phu trach | Han xt ly

Vi du dién mau:

Cong trinh | Bién LN dw bao | Thay dbi | Canh bao | Nguyé&n nhan | Hanh dong | Ngudi phu trach | Han
NX-2026-011 | -3,6% | Gidm 14,6 diém % | D6 | Nha thau phu két cAu thép cham ban giao 6 tudn | Ap dung diéu
khodn phat hop ddng, dam phan lai tién dd | Data Owner + Chi huy trwdng | 3 ngay

Checklist bé sung
- [] T4t ca cong trinh canh bao dd déu cé hanh dong va ngwdi phu trach cu thé.
- [1Da dbi chiéu Portfolio P&L v&i sb cong trinh thyc té dang thi cong.
- [1Da x&c dinh cong trinh ndo can bao céo truc tiép CEO/BOD ngoai chu ky hop thuwong é.
- []Bién ban hop da dwoc lwu vao hod so.
- []1 D4 lén lich budi ra soat tiép theo.
Tiéu chi hoan thanh
Moi cong trinh dang thi cong déu xuét hién trong bang ra soat, moi canh bao dé déu cé hanh dong + ngudi phu
trach + han x ly, bién ban da lwu trir tap trung.

Template & Field Guide — B6 céng cu kiém soat Ii nhuan dw an (Téng
thau xay dwng)

§1. Template Budget—Actual-Committed—-ET C-EAC
Nguwoi lap: Chi huy trudng + QS - Ngudi kiém tra: Data Owner téng thé - Ngwdi phé duyét: Data Owner téng thé

Ma cbng trinh ) Text

Ky cap nhat (tuan) *) Sé tuan thi cong

Budget *) Sé tidn (VND) Cé dinh trir khi c6 VO
duwoc duyét

Actual Cost *) Sé tién (VND) Chi tinh chi phi da c6 hoa
don
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Committed Cost *) S6 tién (VND) Gia tri hop déng NTP da
ky, chwa c6 héa don

ETC *) Sé tién (VND) Uéc tinh dwa trén khéi
lwong con lai thuc té

EAC (*), tinh tw dong Sé tién (VND) = Actual Cost + ETC

Doanh thu hgp déng *) Sé tién (VND)

Bién lgi nhuan du bao (*), tinh tw dong % = (Doanh thu - EAC) =
Doanh thu

§2. Bang phan tich chénh léch chi phi
Nguwoi 1ap: Chi huy trudng - Nguwoi kiém tra: Data Owner téng thé - Nguwdi phé duyét: Data Owner tdng thé

Ma cbng trinh ™) Text

Hang muc chi phi ) Vat tw / Nhan cong / Nha thau phu /
May méc thiét bi / Chi phi chung

Budget hang muc *) Sé tién
EAC hang muc *) Sé tién
Chénh Iéch (*), tinh tw dong = EAC hang muc - Budget hang muc
Nguyén nhan chénh léch *) Text tw do, bat budc
Vi du minh hoa:
NX-2026-011 Nha thau phu 12.000.000.000 17.500.000.000 Cham ban giao 6

tuan, tang chi phi
nhan cong tw quan

§3. Phiéu giai trinh vwrot ngan sach

Nguwoi 1ap: Chi huy trwdng - Ngudi kiém tra: Data Owner tbng thé - Ngudi phé duyét: Chi huy trwéng (trong thAm
quyén) hodc CEO/BOD

Mé& cong trinh ) Text

Ngay lap *) DD/MM/YYYY
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Mtrc vrot ngan sach *) Sé tién + %

Nguyén nhan ) Text ty do, phan biét khach quan/chu
quan

Dé xuét xt ly *) Text tw do

Trang thai *) Che duyét / Ba duyét / Tw choi

§4. Mau Portfolio P&L theo céng trinh
Nguwoi 1ap: Data Owner tdng thé - Nguwoi kiém tra: Ké toan - Ngwdi phé duyét: CEO/BOD

Ma cong trinh *) Text
Loai hinh céng trinh ) Dan dung / Céng nghiép / Ha tang...
Chi huy trwéng phu trach ) Tén
Doanh thu hop déng *) Sé tién
EAC hién tai *) Sé tién
Bién lgi nhuan dw bao ™) %
Trang thai ) Xanh / Vang / b6
Vi du minh hoa:

Ma cong trinh | Loai hinh | Chihuy trwdng | Doanh thu | EAC | Bién LN | Trang thai
TH-2026-004 | Trwong hoc | Nguyén Van G | 18.000.000.000 | 15.120.000.000 | 16% | Xanh
VP-2026-009 | V&n phong | Tran ThiH | 32.000.000.000 | 29.440.000.000 | 8% | Vang
NX-2026-011 | Nha xwéng | Lé Van K | 28.000.000.000 | 29.000.000.000 | -3,6% | Bd

Dashboard bién Ii nhuan dw bao — M6 ta thiét ké (Tong thau xay dwng)

Nguwoi 1ap: IT/Admin hé théng - Ngwdi kiém tra: Data Owner tdng thé - Nguwoi phé duyét: Data Owner téng thé
Déi twong s dung: CEO/BOD, Data Owner tong thé, Chi huy trudng cong trinh.

Tan suét cap nhat: hang tuan.

1. Muc tiéu
Cho CEO/BOD thdy ngay: codng trinh nao dang I4i tét, cong trinh nao canh bao, cong trinh ndo 16 — va bién lgi

nhuan toan portfolio dang tang hay giam.

2. B6 cuc dashboard

Hang 1 — 4 chi sbé tdng quan:
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Bién lgi nhuan trung binh portfolio Téng (Doanh thu - EAC) + Téng | Dd < 5%, Xanh = 10%
doanh thu

S6 cong trinh dang canh bao | Dém trang thai Vang/Dé trong | Bd > 30% tbng sb
(Vang/bo) Portfolio P&L

Sé Phiéu giai trinh chor xt ly Dém trang thai "Ché duyét” P6>3

D6 léch EAC trung binh so vé&i | Trung binh (EAC - Budget) + Budget | Bd > 5%
Budget

Hang 2 — Biéu dd xu hwéng: bién lgi nhuan trung binh portfolio theo tuan, 12 tuan gan nhét.

Hang 3 — Bang chi tiét theo coéng trinh: M& coéng trinh, Chi huy trwdng, Budget/EAC, bién lgi nhuan (mau
xanh/vang/dd), thay déi so v&i ky truéec.

Hang 4 — Phan tich chénh léch theo hang muc (toan portfolio): hang muc nao (vat tw, nhan céng, nha thiu phu...)
dang la nguyén nhan vuot ngan sach phd bién nhét trén nhiéu cong trinh.

3. Nguén dir liéu

Template B-A-C-ETC-EAC, Bang phan tich chénh léch chi phi, Phiéu gidi trinh vwot ngan sach, Mau Portfolio
P&L.

4. Cach doc dashboard

Uu tién cong trinh dd trwdc, sau d6 vang. Néu mot hang muc (vi du nha thau phu két ciu) I&p lai & nhiéu cong
trinh, xem xét van dé gbc ré & quy trinh lwa chon/quan ly nha thau phu.

5. Tiéu chi san sang s dung
Déi chiéu thi cong khép moét 1an; dung qua 2 bubi ra soat lién tiép khong sai léch.

Xem thém: SOP-PNL-TT-02 — quy trinh ddy du di kém bd céng cu nay.
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Can bo SOP nay chay
trén hé thong thwc té?

Al-X thiét ké 16 trinh ERP & Al 90 ngay riéng cho doanh nghiép cta ban:
chuan héa di lieu — SOP sbé héa — dashboard diéu hanh.
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